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EXECUTIVE SUMMARY

Overview

The OTI Balkans program supported the Dayton Peace Agreement. OTI Bosnia
opened in 1996 and OTI Croatia was initiated in July 1997. Both offices closed by
May 2000. This report is an assessment of the OTI programs in Croatia and
Bosnia. It reports on the successes of the programs and outlines suggestions for
future OTI programs.!

OTI Croatia
The Croatia Transition Initiative (1997-2000) included the following objectives:
(1) Increasing access to balanced, objective information;

(2) Promoting and supporting greater popular participation in elections and
public policy decision making;

3) Improving the transparency and accountability of the government and
p g P y y g
government institutions.

The impact of these objectives includes the following:

Impact #1: Increased Access to Balanced and Objective Information

OTI Croatia devoted its resources to creating news and programming content.
This was a good decision and allowed OTI to support some of the most
provocative information and political content in Croatia. OTI Croatia’s impact
on the availability of balanced information has been positive. Many media
outlets openly admit that it was due to OTI, in both financial and strategic
support, that they have been able to continue to function. Many independent
media outlets would have failed if it were not for OTI support.

Impact #2: Alternative Programming Enters the Mainstream Media

Television and radio shows that were once rejected or censored from the national
media have been absorbed into the media mainstream and are now available for
the public. The recent public and professional acceptance of OTI media grantees
shows that the public desire for objective and balanced news information is
growing.

1 The scope of work that guided this evaluation can be found in Appendix A.



Impact #3: Disseminating Balanced Information about Elections

OTI committed extensive human and financial resources to the parliamentary
election campaign. International partners, NGOs, and media in Croatia all agree
that without support from organizations such as OTI, many voters in Croatia
would not have had enough objective information to participate in the elections.

Impact #4: Developing Key NGOs

Croatia had no history of an active NGO or volunteer community. When one
began to emerge after the war, it appeared to be dominated by elites. However,
today OTI Croatia leaves a network of grass roots NGOs that will be able to
work for the improvement of the nation. High impact NGOs such as GONG are
on their way to sustainability.

Impact #5: Supporting Transparency in Government

The objective of transparency builds on OTT's first two objectives: a balanced
media and an active civil society community. Together, these two sectors have
the potential to identify key issues, create public awareness, and motivate people
to hold their government accountable. OTI supported NGOs and media have
been successful in keeping the issues of legal reform, media freedom, public
participation, and government responsibility as important topics of public
debate.

Conclusion of OTI Croatia Impact

OTI Croatia was flexible in its strategic objectives during its three years of
operation. Issues of return, civil society and media development always
remained important activities for OTI. When presented with the opportunity to
support NGOs and media efforts to participate in the parliamentary election, the
office was able to quickly work with grantees to manage the pre-election
campaign and mobilize resources to support NGOs and media for the elections.
The speed at which it was able to fully mobilize its grantees is an outcome of the
effort it dedicated to their development earlier in the initiative.

OTI Bosnia

The OTI Bosnia Transition Initiative began in 1996 with three objectives;
1. The creation of independent media,
2. Civil society development,

3. Community impact projects.



The objectives during the latter half of the program (1998-2000) focused
primarily on the creation and maintenance of an independent media that would
increase access to balanced and objective information. Civil society organizations
continued to be an important part of the OTI program, but support for these
organizations was incorporated, when possible, into the media emphasis.

The impact of these objectives includes the following:

Impact #1 Breakthrough in Media Development in the Republika Srpska

OTT has had a positive impact on media development in the RS. Its efforts were
tirst successful in the Western RS and then during the second half of the OTI
Bosnia program, it was able to breakthrough into the Eastern RS region. OTI
was the first organization to initiate contact and offer support to radio stations in
this region. Today, there are four radio stations in the Eastern RS that are
communicating objective and balanced information to some of the most hard line
areas of BiH.

Impact 2: Penetration of the Herzegovina region

OTTI has been successful in supporting several grantees that are making a
difference in the Herzegovina region. In Mostar, Studio 88, serves both sides of
the city. In Livno, Radio N, is communicating balanced and objective
information to people in a wide geographic region. To ensure the continuing
role that these media play in the integration of Herzegovina into the future of
Bosnia, both Studio 88 and Radio N will become IREX grantees during the year
2000. The OHR has identified these media outlets as two of the most significant
contributors to peace in the region.

Impact #3: Regional Approach Influences Yugoslavia

The original goal of the Balkans Transition Initiative was to influence Bosnia by
bringing in moderate voices from Croatia and Serbia. However, as the OTI
regional program progressed, it became clear that OTI Bosnia could actually
influence political developments in Serbia. OTI has supported dissemination of
RS based alternative media throughout Serbia and Montenegro.

Impact #4: Key Information at Key Times

The impact of key information at key times is clear: in many volatile locations,
OTI media grantees have offered the only balanced and objective information to
the public. This information no doubt minimized violence and helped key
communities continue on the path to reconciliation.




Conclusion of OTI Impact in Bosnia

The OTI program in Bosnia was successful in fostering an alternative media in
the region. It leaves a network of print and electronic outlets that will play an
important role in building peace and moderating nationalistic voices.

Lessons Learned:; OTI Croatia and OTI Bosnia

1. The OTI mechanism — direct funding, frequent contact, rapid response for
high impact, low cost projects and leveraging media and NGO activities —
allows OTI to identify and develop some of the best media outlets and civic
leaders in a region.

2. There has been some discussion about the question of direct versus indirect
funding of media development. After evaluating both OTI programes, it is
concluded that direct funding to alternative media is an effective way to
encourage provocative and political content in the beginning of a transition.
However, if OTI extends beyond its two year mandate then it should adapt
its funding mechanism for media to better prepare them for sustainability.

3. Media and civil society NGOs must work together during all phases of a
transition to create the momentum for political change. Connecting these
two sectors will enhance impact. Waiting too long to connect the media and
NGOs may have detrimental effects on NGO development.

4. OTI should continue to improve its coordination with the USAID country
Missions to complement the USG objectives. Improved communication and
cooperation are needed at all levels of the OTI/USAID relationship.

5. Media development in each nation needs to be flexible. In Bosnia, the
development of media outlets was crucial for OTI to achieve its mission. In
Croatia, support for political content in existing media outlets was most
important. However, a focus on content can be concurrent in the initial
stages of media creation and development.

6. A clear exit strategy is needed to ensure the continued impact of key grantees

after the closure of the country programs. Without a clear exit strategy, many
of the accomplishments of the OTI program may be negated.

Recommendations for Future OTI Programs



The OTI Croatia and OTI Bosnia programs were quite different yet the findings
of the evaluation point to several areas that may inform future OTI efforts.

OTI should work to improve communication and coordination between OTI
country programs and USAID missions. OTI Washington should work with
its USAID counterparts to clarify the OTI role in USG policy. Frequent
communication and information sharing should be encouraged.

OTI should create processes for increased oversight at all levels of the OTI
program. Increased oversight is not meant to imply more report writing;
rather, increased oversight is suggested as a way to better coordinate regional
and global programs. Monitoring at all levels of OTI (Washington, grants,
grantees, FSNs and offices) should be improved.

OTI should create a consistent set of impact assessment measures throughout
its international programs. OTI needs to identify, as part of a country
entrance strategy, its measures for success. Qualitative and quantitative
measures of impact would help OTI to better monitor its grantees and their
accomplishments. Baseline data should be collected in any new nation of
operation within 6 months of entry. Impact assessments should be collected
semi-annually and used to allocate resources. OTI should conduct its final
country evaluations while the country offices are still open to facilitate the
evaluation process.

If OTI decides to stay in a nation for more than its two-year mandate, it
should reconsider/modify some of its mechanisms. There are concerns that
OTI's rapid funding mechanism may actually impede long-term
development. Thus, if the organization operates for a third year it should
work closely with other partners to better prepare its grantees for the next
phase of transition —sustainable development.

OTT hires the best and brightest FSNs in its countries of operations. It should
provide training to these future leaders. FSN training should include impact
assessment, conflict resolution, first contact with potential grantees
(especially in difficult areas), and media training. If OTI has a regional
strategy, then FSNs should be given opportunities to meet and share
knowledge with their regional counterparts. Moreover, placement for the
best FSNs should be part of the exit strategy.

OTI should carefully consider the costs and benefits associated with high-risk
activities. OTI is one part of a larger USG mission in areas of operation.
OTT’s desire to create change during a transition is its mandate; however, its
actions must complement the USAID mission.



If OTI has a significant media component in its transition plan, then it should
hire local or international staff with expertise in media. The media business
is much different that the NGO sphere and one expert per a nation who is
available to all OTI offices and RONCO may help expedite media
development. In future RONCO/USAID/OTI partnerships, increased
communication about the technical needs of grantees should be worked out
at the local, regional and national levels.

NGOs and media must be linked together at the earliest stages of a transition
in a collaborative effort. The media are a one way communication medium.
Although useful for communicating balanced information, research shows
that information alone is not enough to change opinion or actions. NGOs are
the interpersonal link needed for people to learn about an issue and then be
able to act on it. OTI should maximize its efforts by creating partnerships
between its best NGOs and its media grantees.

OTI must work to create better measures to evaluate NGO impact. Key
message dissemination is one part of the impact of NGOs. OTI should work
early on with NGOs to help them create key messages and then encourage
them to pursue these key messages in all organizational activities.



I BACKGROUND ON OTI/CROATIA

OTTI's Croatia program was an extension of the OTI program developed for
Bosnia-Herzegovina. To support the Dayton Peace Agreement, OTI Croatia was
initiated in July 1997. Offices were co-located with the USAID Mission in Zagreb
and satellite offices in Split and Osijek served the regions of Dalmatia and
Eastern Slavonia.

OT1/Croatia made over 236 grants valued in excess of $3,614,402 to over 89 civic
organizations. Grantees included election monitoring organizations, women’s
groups, environmental groups, and NGOs dedicated to the issues of refugees
and return. OTI/Croatia also made over 80 grants to independent media outlets
and organizations. This assistance totaled over $1,516,731.

During the three year transition initiative, OTI’s overall plan was to keep the
independent media alive in Croatia so that when the time came (for instance, the
elections), there would be an outlet for voices for change. Moreover, through the
development of civil society organizations, OTI nurtured a culture of activism
and contributed to a public belief that the system could change.

The first two years of the program focused on issues of return, refugees,
alternative media and NGOS. In early 1999, the Croatia program shifted its
focus to concentrate almost exclusively on the parliamentary elections. OTI
grants focused on Get Out the Vote and election monitoring activities. In
keeping with the short OTI mandate, all OTI offices closed by May 2000.

II. OTI STRATEGIC OBJECTIVES IN CROATIA

OTT's objective was to find the parts of Croatian society that would help to build
democracy. In Croatia, OTI attempted to broaden participation, ensure balanced
information during the elections, and encourage reform through efforts to make
government processes transparent. The goals of the Croatian transition were
part of a larger, regional approach that served the Balkans.

In support of the Dayton Peace Agreement, OTI efforts attempted to influence
attitudes, perceptions, and expectations of the members of Croatian society.

According to OTI documents, the Croatia program was based on five objectives:

To increase public access to complete, objective and accurate information,
fundamental to an informed and engaged citizenry;
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To promote and support greater popular participation in public policy
decision making, and social debate on critical social, economic and political
issues;

To improve the transparency and accountability of government and public
institutions;

To contribute to the return and reintegration of displaced persons and
refugees;

To foster post-conflict reconciliation.?
III. METHODOLOGY OF THE CROATIAN EVALUATION

The evaluation team consisted of a trained social scientist, a translator, and a
former OTI Croatia Foreign Service National (FSN). The original plan was to
include a 30-day research evaluation, however, due to budget constraints; the
team spent 20 days in Croatia. It conducted research throughout the different
regions of the country. This assessment is based on the following information
sources:

1. Interviews with OTI staff and USAID partners,

2. Interviews with international donors and granting partners,

3. Interviews with media outlets and NGO/ civil society grantees,
4. Focus groups (n=5),

5. Surveys of randomly selected citizens (n=1039).

To find the impact of OTI’s efforts, three types of data were collected.

First, interviews with OTI staff (Washington and Croatia), USAID partners, and
international donors and granting partners were conducted. These interviews
provided the background to OTI’s activities in Croatia and the list of people
interviewed can be found in Appendix B. Questions are found in Appendix C.

Second, five focus groups were convened to understand the public perceptions
of the alternative media and NGOs. See Appendix D for locations and
demographics of the focus group meetings.3 Participants were selected with the

2 From 1999 OTI Croatia Country report.

3 The data, with one exception, were collected in areas with a significant OTI
grantee presence. The exception, Varazdin, is located about 90 kilometers from
Zagreb. It was not damaged during the war and thus has no international NGOs
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help of a leading national NGO. To minimize bias in favor of participants, who
already support NGOs and alternative media, efforts were made to bring in
common citizens. Appendix E offers a list of general questions that guided the
focus groups. The trained moderator, fluent in both English and Croatian,
facilitated the focus groups. Translations were then provided to the researcher
for review and clarification. Because their answers offer a snap shot of the
political, social, media and ethnic situation in Croatia, every effort was made to
capture the spirit and tone of the participants in the transcribing process.

The interviews and the focus groups offer mostly anecdotal evidence of OTI
impact. Therefore, the team also collected generalizeable data. Over 1000
Croatians were questioned through a national survey. See Appendix F for
locations and number of respondents in each location. Surveys were distributed
in the regions of Zagreb, Pula, Split, Vukovar, and Varazdin. Random citizens
were asked to rate the credibility of state and independent media, to identify
how these media serve the public interest, and to assess the value of these outlets
for making personal and political decisions. Questions about NGOs and the
parliamentary elections were also asked. A copy of the survey can be found in
Appendix G. The questions tap into the public acceptance NGOS, alternative
media outlets, and the saliency of grantee messages.

Together, the interviews, focus groups, and surveys were used to assess the
impact of the Croatia Transition Initiative. This multiple method approach
collected qualitative and quantitative data in Croatia from the following OTI
regions: Split, Zagreb, Vukovar, Pula, and Varazdin. Each town represents a
different region and experience in Croatia. The towns selected for this
evaluation represent the regions where OTI was most active in support NGOs
and media development. The next section reports the findings of the three-part
study.

1. RESEARCH FINDINGS

OTTI's Contributions to the USG Mission in Croatia

In-country coordination with USAID Mission-- OTI Croatia was co-located
with USAID and contributed to the overall USAID mission in Croatia in a variety
of ways. OTI worked with the USAID to coordinate media efforts, NGO
development, and on the issue of return. USAID staff, including the Mission
Director, agreed that OTI has been very successful in strengthening the roots of

assisting in its development. Varazdin was identified as a control site as a
means of comparison to see what types of issues, attitudes, and media
development have occurred in regions without international assistance.
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democracy in the region. Moreover, OTI’s success in its media projects and
overall strategy during the 2000 elections has been recognized. OTI grantees,
including Glas 99 and GONG, were consistently identified by USAID members
as exemplars of how OTI helped to organize, support, and evolve NGOs in the
mission of civil society.

The USAID Mission appreciated the way that OTI could move quickly to fund a
project and how the project officers in the Zagreb, Split, and Osijek offices could
develop NGO and media potential. They acknowledged OTI's mandate--to
operate in a fast, coordinated effort--was especially useful for the elections.
Because no one knew when the elections would be called, or how often they
would be postponed, USAID needed a way to operate in a small window of
opportunity. OTI maximized this window.

USAID representatives in Croatia also noted the professionalism of the staff,
both American and FSNs. The two country directors, Mr. Jason Aplon (1997-
1999) and Ms. Angela Martin (1999-close) were identified as very knowledgeable
about the political and social situation in the country and able to coordinate
ideas and objectives for both media and NGO activities. As a testament to the
quality of the OTI FSNs, some have been hired permanently by USAID to work
within the Mission.

There were, however, some concerns raised by USAID Mission staff about the
working relationship between OTI and USAID. Because OTI operates from
different objectives than traditional USAID programs, Mission members noted
that it took a while for them to really understand the OTI mechanism. OTI’s
mechanism of fast-paced grants, FSNs with significant authority, as well as the
perception of flexible management, may have initially constrained the
USAID/OTI relationship. However, with time and understanding, both
organizations appeared to have coordinated their efforts to maximize their
activities.

A second Mission concern is with the identity of OTI as a free standing
organization. In Croatia, OTI staff were criticized for being OTI first, and USAID
second. Although this strong allegiance and commitment to the OTI mission
does not appear to have negatively impacted the overall cooperation within the
Mission, it operated under a “separateness” in both mechanism and objective
that USAID felt created tensions at times.

A final area of concern about the OTI/Croatia program was its lack of exit
strategy. All USAID members (as well as OTI staff) realized that the strategic
plan for OTI could have been improved with a blue print for closing the OTI
offices. Plans for the hand-off of key grantees, cooperation about media projects,
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and positions for the most qualified staff, would have helped to solidify the
accomplishments of OTI/Croatia.

The grantees with the greatest impact and potential have been linked up with
other donors. For instance, certain media grantees will now be handled by
USAID/IREX, and GONG will work with USAID NGO development officers.
However, the process was not as well organized or as smooth as it could have
been. Future OTI country programs should identify exit strategies when
identifying objectives.

U.S. Embassy--OTI/Croatia also worked very closely with the U.S. Embassy.
The U.S. Ambassador, Mr. Montgomery, has taken an active role in participating
in Croatia’s transition into democracy. The Counselor for Political and Economic
Affairs believed that OTI was needed as part of the country team in planning
and implementation of USG goals. Indeed, the Embassy noted that they would
often send grantees to OTI if they believed that OTI could help them more than
the Embassy. This cooperation, especially during the election time, helped OTI
build NGO capacity in Croatia. The 2000 parliamentary election stands as an
example of how OTT’s previous efforts contributed to the democratic process.
The groundwork created through two years of civil society and media initiatives
culminated in a democratic election of moderate leaders. Moreover, cross-
border activities, as part of OTI’s regional approach, have contributed to peace.

Likewise, the Embassy’s Public Affairs Officer agreed that there might not be
any active, successful NGOs in Croatia without OTI mentoring and support.
OTT’s strength, from the Embassy perspective, rests in its ability to act quickly to
support urgent projects in both the media and civil society sectors. Key
examples of OTI support that led to real change in Croatia include Radio 101,
issues of return, the GONG election monitoring coalition, and the creation of a
mentality of volunteerism and activism in the nation.

The end of the OTI/Croatia program may limit the Embassy’s ability to quickly
help organizations that need support. There are concerns that OTI is leaving the
region too early and that the elections created a new transition, equally
important to the transition from war, that requires OTI expertise. The U.S.
Embassy has respected OT1’s actions. The loss of its knowledge and capacity
will leave a vacuum for the USG in Croatia. An improved exit strategy would
have helped to ensure that this vacuum does not negatively impact USG policy
in Croatia.

International Partners--An important implementing partner for OTI/Croatia is

IREX-International Research and Exchanges Board. This organization, active
throughout much of Eastern Europe, assists in the development of independent
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media outlets. Through its Professional Media Program, IREX seeks to build a
sustainable media that is professional and financially independent.
Furthermore, it seeks to increase the dissemination of objective information
through the creation of professional journalist associations, legal defense funds,
and journalism education. IREX has an office in Zagreb and employs both
American and local journalists to help media outlets create sustainable business
plans. Collaboration began in May 1998 in Eastern Slavonia and it continues
today as USAID/IREX has agreed to support a few of the OTI media grantees.
There was considerable cooperation between IREX and OTI, especially during
the election. Again, OTI's ability to fund media projects quickly was an asset to
media development in the region.

IREX representatives credited OTI’s greatest media impact as the election
campaign. IREX is an expert on sustainable media development and operations.
It considers its organization as an authority and believed that USAID and OTI
would have increased their impact if there had been increased cooperation
between OTI and IREX on media grants.

It must be noted that OTI and IREX have different objectives. Whereas OTl is a
fast response to media problems, IREX sees its objective as creating a sustainable
media that can survive long after the last international donors leave. It is here
that the two organizations can improve their relationship. First, IREX felt
pressured to take OTI grantees at the close of the country project and did not
have the resources to do so. Second, representatives also noted that increased
cooperation with OTI, especially in funding programming for television, would
have helped to create a truly sustainable media in Croatia. IREX was especially
critical of the OTI funding mechanism that allowed media to get fast money
without thinking about long term financial planning. Thirdly, IREX noted that a
clear exit strategy about the hand-off of OTI media grantees would have helped
both organizations achieve their respective objectives.

Continued cooperation with other international donor organizations that deal
with media should be a focus of any transition that involves a media component.
OT1I/Croatia did not have any experienced media people on staff (either
American or FSNs) and budgetary considerations will probably not allow such a
specialization in future initiatives. However, to increase the effectiveness of
OTT’s mission, it must seek out media experts and work with them to maximize
the impact of media grants. Cooperation, with other media organizations, not
competition, is the key to leveraging USG funds.

OTI also worked closely with the European Commission and Freedom House
during the pre-election campaign. Both organizations reported good relations
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with OTI and praised the organization for its effort to help NGOs and media
prepare for a successful election.

One of the newest OTI partners on the ground in Croatia is The Civil Society
Initiatives Fund (Formerly: British Know How Fund). This organization,
founded in 1999, is part of a larger structure of British support for the transition
to democracy and civil society. OTI/Croatia has served as a role model for this
organization. OTI helped the new organization to learn what “civil society”
should be, how to structure its funding, and how to monitor and evaluate
results. OTI served as a link between USAID and the KHF. That is, by working
closely with OTI, KNF has created a long-term relationship with the USAID
mission and is currently cooperating on media and return issues. The KNF
credits the time spent with OTI as the foundation of its own program and
recognizes that there will be a vacuum in Croatia when OTI leaves. Indeed, the
KHF raised the important point (along with U.S. Embassy staff) that OTI is
leaving too early. They noted that the real transition to democracy may actually
be the time following the 2000 election. KHF staff made it very clear that they
feel that the new Croatian government, future local elections, and the continued
success of the ideal of civil society needs more organizations like OTL

Only one international partner was critical of OTI Croatia efforts. Throughout
much of Eastern Europe the Open Society Institute (OSI), funded by the Soros
Foundation, contributes to media development and democracy. In Croatia, the
OSI was founded in 1997 and it worked to promote democratic forces and media
freedom. OTI Croatia worked with OSI intensively during the pre-election
campaign. Both agencies initially supported Glas 99. However, internal
problems within the Glas 99 coalition created tensions in the NGO and media
community. The NGO coalition split in factions during December 1999 and
many NGOs reported that they felt pressured to “take sides — either Soros or
OTL.” Some NGOs continued to work with OTI on the campaign efforts while
other NGOs worked within the Glas coalition. This was an unfortunate instance
and OTI staff, especially FSNS, needed to open up communication between its
grantees and OSI to accomplish the most important objectives — free and fair
elections.

Overall, OTI was a respected member of the USG and international community’s
efforts to help support the Dayton Peace Agreement and bring democracy to
Croatia. It was recognized for its leadership in the Croatian transition. What
was the outcome of OTI grants for the Croatian people? The next section of this
report looks at the actual impact of OTI grants in Croatia.

Analysis of Data Collected in Croatia
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The OTI staff, USAID Mission, Embassy and international partners all believed
that OTI was suc